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MEMORANDUM FOR: Deputy Director for Administration
' Deputy Director for Intelligence
Deputy Director for Operations
Deputy Director for Science and Technology

SUBJECT : Career Development and Training for Analysis
in CIA

. 1. Attached is a study of this subject prepared for
the Director of Training by_ and Hugh
Cunningham. The study was commissioned by the DTR primarily
as a guide to him in developing plans within the Office of
Traieing. He recognized, as have the authors of the study,
that the successful analyst must possess several qualities
which cannot be tfansmitted to him By formal classroom
training, and that on-the-job training and specialized
courses and programs within directorates and offices (or
outside the Agency) form neceseary parts of the career
development of the individual analyst.. Accordingly, while
concerning themselves specificaily'with preparing recom-
mendations and proposals for curriculum development within
the Office of Training',_and. Mr. Cunningham have
tried to take account of the primary role of the directorates
and offices in the development of analysts and to isolate
for OTR's concern those aspects of analytic training which
could be best administered by OTR as the Agency's central

training facility.
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2. The report recognizes that before an analyst is
employed by CIA he has acquired much of the professional
khowledge and skills which.he uses in his work, and that in
addition a good analyst possesses hard-to-define qualities
of objectivity, intellectuél rigorousness, perceptivenese,
and clarity of mind. It is the responsibility of recruiters
to find such qualified people, not of the Office of Training
to try to create them. Neveftheless, the Agency does have
thevresponsibility for helping the new anaiyst to become

adjusted to the intelligence environment and to make the

best possible use of his qualifications and pre-employment
education. It can help to correct minor deficiencies and it
can retool him when new needs arise and new techniques emerge.
e — ‘ '
loreover, as his career d=velops, the Agency can wtilize its
resources to enhance the analyst's abilities, not just to |
——emet

advance his career but to improve the intelligencé product

and to insure the best use of our resources.

3. In doing these things, the Office of Training and
the production offices must be alert, flexible, and adaptive.
Many hundreds of people do a variety of analytical work in
many grade classifications on meny different subjects. There
is no one way to help.the analyst to develop, and a good
deal of tailoring is required. There is no magic formula

for creating a good analyst and no easy highway toward high

quality intelligence production, but there are various skills

1
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' and mind-expanding experiences related to the analytic function

which can be provided by the central training facility and
rn——— N

by the production offices. The central facility can also
bring to general attention-some of the excellent training
programs w1th1n ;gﬁzziéual offices Wthh would be useful for
certain Sotiser s in other offices. The growing complexity
of our'&n&éviéual functions requires training to be carefully
tallored to the individual need but the grow1ng 1nteract10n
of all our concerns requires us to see tralnlng as an Agency-
wide problem with e?ery office doing its bit, not merely to
improve.its own performance but to help others improve theirs.

The old isolation and compartmentation must give way to a

process in which we all help educate one another.

4. 1In order to help orient the new officer, the study

proposes an Intelligence Process Course for career trainees

and ngw proféssional analysts which touches all the major

bases from collection through reporting. Such a course would
have to be supplemented by specialized orientation--on the

job or by formal training--in the production offices.

5. Some special skills needed in particular areas of
intelligence will not have been covered, or at least sufficiently
covered, in each analyst's education before employment: e.g.,
econometrics, photographic analysis, telemetry, use of

computers, etc. Most of these are probably best taught by
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the components which are their primary users. There are
other skills which the central training facility can usefully
provide. Some new analySps and‘many already in place throughout
the analytic offices might fiﬁd it very helpful to be exposéd

to formal classroom instruction in new analytic methods and

their application to intelligence analysis. As the subject

matter of intelligence analysis has become more extensive

and complex, presentation of the results of that analysis in

a meaningful and concise way has become more critical;

effective presentation is quite properly the responsibility

of the production office, and is dependent upon the quality
of the analysis and the analyst. But the gentral fraining.
facility should be prepared to help new anélysts to_adapt

quickly to the types of report-writing which are in use,

to help in correcting and improving the communicative skills

of qualified analysts and editors, and to assist in deyeloping

such skills as oral presentatjion and the use of graphics.

————

6. The study emphasizes the continued importance of area

and country knowledge despite increased technicalization of

intelligence. It argues for a judicious blend of area and

country knowledge with functional specialization and language

proficiency, depending upon the subjects involved and the
proclivities of the individual. In the interest of acquiring

higher competence, it is recommended that analysts make use

of short part-time courses in language familiarization; that

Approved For Release 2000/05/08 : CIA-RDP78-06215A000200050003-9
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' there be renewed and serious effort to bring about inter-

change of personnel among the analytic offices and between

them and the area specialists of the DDO; that there be

frequent visits by analysts to the areas of their speciali-
zation, and that functiona1>specialists be éncouraged to ”
acquire better area or éountry knowledge. It suggests that
QIE'could be helpful in these efforts by organizing more

part-time seminars of a cross-disciplinary character to

assist country-area and functional specialists to deepen

their understanding of the whole subject of which their own

specialties are component parts.

7. In a broader sense, the study also emphasizes the
respdnsibility of the Office of Training for advancing the
art of intelligence, not only through the recently established

Center for the Study of Intelligence, but through implemen-

tation of the Discussion Group Program and through advanced

seminars dealing both with substantive and methodological
S ha

problems. Here too the emphasis would be not upon OTR as a
P )
repository for wisdom in this or that field, but upon its

opportunity to organize the attention and participation of

experts scattered throughout the Agency.
8. The study concludes that the need for analytic-

related training is likely to increase rather than decrease

in the future. While trying to respond to the need for
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improved service to the analytic offices, OTR should not ‘
over-respond and preempt training better carried out through
career management and on the job. The authors' recommendations
do add up to a somewhat greater role for OTR in analytic- |
related training, but they .suggest that any budgetary imjﬁact
can be attenuated or eliminated in a number of ways. One ”
step which they urge is a higher degree. of collaboration between

OTR and the analytic directorates and offices in planning,

conducting, and managing training and seminar programs.

9. At Annex are (aj a copy of the study in full, and
(b) a 1list of the major suggestions made for changes in the

policy and operations of the Office of Training.

-6--
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(B) Summary of Major Proposals and Recommendations )
for the Office of Training -

1.. Cenversien of the Intelligence Production Course -
A ————— b ]
to an Intelligence Process Course, to be required of all - ﬁly\ 1)
Career Trainees and epen te all mew Erofes§igngl analytic
persennel.
)

2. Elimina attendange i ligence 29X1A

in World Affairs Course fer all whe take the Intelligence @~/_ 2
D

Precess_C [y

J

3. Initiatien ef a ceurse en New Analytic Metheeés IQ
o~

and their Applicatien te Intelligencg Analysis.

Apo A /\_/ Arbhgpce Srat A 25X1A 2

4. Initiatien ef cress-disciplinary seminars for - J
ceuntry and area specialjgj;"s. : -‘ D

5. Initiatien ef country and aréaw fer )
fun(:tionai iiiiiiEiStsi restrusturing the China Familiarization 3
Ceurse and the USSR Ceuntry Survey (fer example te part-time 25X1A

i)
sessions in the Headquarters building) fer these functiona- )
specialists fer whem it weuld have specific relevance. : . )

25X1A‘_)

6. Develepment ef a seminar on Intelligence and - "
Natienal Pelisy, _ o )

.
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7. Implementatien ef the Discussien Greup - Advanced - ' )

Seminar program. | o ‘
- 25X1A)
8. iliminationigf the iifiiiiii WiitiimCoirsel ‘- 0

9. Experimentation with a course in W '2 2
to replace the course in Intelligence Writing Techniques. ' )
10. Development of a course on The Use of GraIIJhics_. ﬂa‘ N 9
: : '. )
11. Development of a course on Oral Presentation. ﬂn.
8
12. Announcement of readiness to provi'dé a variety of 'z )
cwurses 'on demand." :

J
13. Greater use of Bersonai} from the gnalytlc directorates 4 : D

in planning and conducting courses and seminars. ' '
i — )
14. The naming of a special assistant to the DTR for )

analytic-related training. — ' 25X1A
| . 4
15. A request to the Intelligence Community Staff for a _ ' £)
study of the extent to which OTR may be required to provide :
, ' ‘ {
analytic-related training to the Community in the future. )
)
()
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Career Development and Training for Analysis in C.I.A.

Chapter One - Approach

I. Conceptual and Methodological Problems
II. Thoughts on the Role of the Office of Training

Chapter Two - Analytic Training in Perspective

I. The Invironment and its Impact
II. What the Analyst Does

Chapter Three - Toward a Philosophy of Analytic'Training

I. Goals and Methods
II. Training Segments in Career Development
Pre-employment Training
Orientation
Updating and Retooling
Special Skills
Enhancement
Area and Country Study
Advancement of the Art

Chapter Four - Specific Curriculum Suggestions

I. The Career Training Program
II. An Intelligence Process Course
II1I. Writing and Presentational Skills
Remedial
Introduction to Intelligence Analysis and
Writing
Special Skills
IV. Analytic Methods Exposure and Training
V. Area-Country Study
VI. Advanced Seminars and Advancement of the Art

Chapter Five - Management and Plaﬁéng

I. Management Impact of Suggestions
II. Futurc Directions
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Career Development and Training for Analysis in C.I.A.

Chapter One - Approach

I. Conceptual and Methodological Problems

1. The task to which we were assigned by the Director of
Training-was to determine what the Office of
Training could or should do to contribute to carecer development
and training for analysis in the CIA. The decision to undertake

this study was prompted by a number of factors:

a. The historical fact that the resources of
the Office of Training had been directed primariiy toward
the tvaining of operators rather than analysts since

its inception.

b. Recognition that the numbers and role of operators
were declining and that both executive policy and the
complexity of the problems confronting the‘Intelligence

Community required an increased attention to analysis.

C. Recognition that (1) the resources of the Office
of Training--though they had been increasingly allocated
to analytic training--were not adequate for a substantial
analytic program, (2) a new statement of objectives
might be necessary as a prelude to future decisions on

the allocation of resources, and (3) OTR might be obliged
Approved for,Release 2000/03/08:GIA-RRIPT806215A0002000508038n 1 ¢y
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2. We began our study by.looking at the Office of'Training
itself and at its current offerings. We made a tentative
judgment that the Mid-Carecr Course, the Advanced Intelligence
.Seminar, and the Senior Seminar were operating smoothly, were wel

ﬁﬁﬂiﬁqﬁhin the Agency, and were cffective in giving new perspectives

+ to the analysts as well as to the operators and managers who

participated.

3. We turned our immediate attention to the activities
of the‘newlyjconstituted Functional Training Division within
- OTR, which had been assigned responsibility for skills training.
As we did so, we concluded that we were contronted with these

judgmental and analytic problems:

a. What is the analytic functiorn? Can it be
broken down into discrete parts which can be separately

approached from an educational point of view?

b. If so, what current needs and deficiencies
exist? More important, what needs and deficiencies

might appear in the future?

C. If such are identified, can they be met and
remedied? If so, which can or should be met or remedied
by recruitment, on-the-job training, classroom training,
seminars, tutorials, external training, carcer deveclopment

programs, development of the art (including research), or

Approved For Release 2000/05/08 : CIA-RDP78-06215A000200050003-9
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to the above questions, what recommendations can we make
~rhstasg oA
which could be umdertaken by the Office of Training,
and what broader recommendations should we make concerning

the career development and training function within the

Agency and Intelligence Community as a whole?

4, As With any study dealing with probing questions,
there can be a_comprehensivé and thorough approach, a
seal-of-the-parts approach, and a large number of mixed
approaches in between. Given the limited resources and time
available, it was obvious to us that there were some me thods
of study we cou}d not adopt and some less-than-careful
methqu we would have to adopt. It was also apparent that
some questions were'unaaswerable, that answers to some
questions could not be defended by evidentiary materials, and
that we would be obliged to rely upbnAown experience and
judgment to a greater extent than we would consider desirable.
For example, even if we could identify precise skills requirements
for éhe analyst of, say, 1985 or 1995, we could rnot undertake
a census of present analytic personnel to determine the degree
to which these skills were present within the Agency. Similarly,
even if it could be defended intellectually, we could not
undertake a study comparing the careers and success of those
who had some kind of formal training within the Agency with
those who have not. Nor could we devise any method of proving
or disproving that there was a direct relationship between

"analytic training'--wherever it might have been procured--and

ﬁpéor(?lyggilggr Releasge zgggpf));%lc(mm ‘g(l@l-CI%DP78-0621 5A000200050003-9
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5. We have, thercfore, bcen obliged to depend more upon

our experience and judgment, and upon that of others, than we

would have liked. It did not require deep probes to determine that

Office of Training had been offering relatively few skills

courses for analysis (compared with offerings in operations and

“management) and had only recently established an information .

science program which was meeting a need and which was being
well received within the Community. In addition, we recelived
voluntarily from a number of persons inside and outside the
Office of Training a number of suggestions for alterations

and innovations. And we also quickly came to realize from our
own experience and appreciation of the changing intelligence
environment thaf a new look ought to be taken at the match

A
between analytic capabiiities and future needs.

6. We also concluded.that, in the absence of a clear body
of evidence with which to work and our inability to develop it
with the time and resources available to us, we should establish
a sef of general principles and a group of preliminary suggestions
as a hypothesis, put these down in an interim report, circulate

this report and solicit responses to it, and then prepare a

‘more definitive report in the light of those responses. This

report is, then, a modification and extension of our original
report, based partly upon those responses and partly upon the
maturation of our own thoughts since our preliminary observations

were clirculated.

Approved For Release 2000/05/08 : CIA-RDP78-06215A000200050003-9
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II. Thoughts on the Role of the Office of Training

7. Conceptually, the Office of Training has, or should have,
two distinct functions--and they should be kept distinct.
The first is to administer certain training programs, to act as
an information exchange point and facilitator for training
actifities it does not administer, and to develop and conduct
formal courses and seminars open to Agency and Community personnel.
The other function is to act as the Agency's principal agent
for thinking, proposing, and disposing in the general area of
training and career development. OTR doés not have,
nor should it have, an exclusive role; the various directorates
and offices and the various Community agencies have an imperative
duty to think, propose, and dispose for training and carecer
development within their jurisdictions. But the Office of
Training has a continuing responsibility for taking that broad
100k which transcends the responsibilities of individual directorates
and offices and which attempts to discern the training
requirements which flow from changes and perspectives in

intelligence.

8. This second--or developmental--function must be
kept distinct from the first--or administrative--function,
since not all, and perhaps few, of the ideas or proposals
related to training and career development will need to be
administered or should be administered by the Office of
Training. Thus, while OTR should not confine itself to

< .
admlnlsterlngﬁpro grams, neither should it claim exlusivity

Approved For Release 2000/05/08 : CIA-RDP78-06215A000200050003-9
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9. We think of our mission as directed toward both these
functions. In this report, as distinct from our interim report,
we go beyond what can be done within the Office of Training. But
we bear the distinction in mind. The suggestions we offer are
not, simply because we offer them, proposals for new OTR
progfams and courses. But we also do make some specific

proposals to be carried out within the OTR complex.

Approved For Release 2000/05/08 : CIA-RDP78-06215A000200050003-9
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I. The Environment and its Impact

10. Before undertaking to confront the specific problems
noted in paragraph 3 of the first chapter, it seemed
to us that we first of all needed to deal with the environment
in which analysts will be operating over the next quarter

century. By ”environment$” we mean several things:

a. the kiﬁds of world problems with which the

analyst will be dealing,

b. the nature of the tools he wiil have,

o

C. the extent and character of the information

he will possess,

d. the complexity of the analytic problems he

will confront,

e. the burecaucratic and political context in
which he will be working and into which the results of

his analysis will be fed.

11. We cannot, of course, describe that environment in
a definitive way. Nor should we try to add our judgmental

voices to those of "futurists'" who have substantial rcsources
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guidelines from what they have said and from what has emerged

in the past decade. Some of these are:

a. World problems of which the United States will
become cognizént and in which it will become engaged will
be greatly different from those of the past, might emerge
suddenly and might reach critical proportions quickly,
and might not be amenable to solution through the making
of option-derived decisions, the exercise of existing
capabilities, or the pursuit of other traditional

approaches.

b. Information on some subjects will expand and on
other subjects will shrink; new subjects upon which
information is needed will emerge; the balance between
available and required information will nearly. always
be far from perfect; the analyst will be inundated by

information on some subjects and starved on others.

c. Shortages and ngalances in information
will to some extent be correctible through the growing
mastery of modern analytic tools (the computexr, the photograph,
and other developing or undeveloped and undiscovered
technical and analytical means for marshalling and

manipulating data).

d. Increasing human capdcity to manipulate and

Approved For Release,2000(05(08 { G1A:RDP78:965134000209080003-9
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and naturogenic problems) is producing an ever-widening
scope for study of matters affecting US national interest;
widening interdependence of nations, events, natural forceé,
etc., makes isolation of a problem or phenomenon for
purposes of analysis more difficult, and makes the

implications of national decisions more extensive than

in the past.

e. The above factors make intelligence gathering,
analysis, and reporting more difficult; they make
comprehension and decision-making more complicated; they

attenuate the impact of decision. As a consequence,

the analyst must learn to anticipate his needs, to manipulate‘

' his data in a broader context, and to communicate his
factual and implicative judgments in as easily discernible

and meaningful a way as possible.

12. We can, we think, draw some broad inferences from these
guidelines about the environment in which the intelligence
analyst will be working--inferences with a particular meaning

for the Office of Training:

a. An institutional training organization must be
adaptive. The essential qualities of an analyst in the
environment described are his breadth of knowledge, his
openness and objectivity of outlook, his capacity to work
with and learn new tools, and his ability to communicate.
Acquiring analysts with thosec B%alities is ;rimariﬁiga

Approved For Release 2000/05/08 : CIA-RDP78-06215A00020005000
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to adapt those qualities, not only to the intelligence
environment upon his entry, but also to the changes in it

which will occur.

b. The institutional training organization must

be highly flexible. It must be ready and able quickly to

discard old and crecate new programs, courses, seminars, OT
tutorials, or what have you. It must not be hung up on a
particular way of doing things--above all, it must not
respond in knee-jerk fashion to a perceived or suggested
need by either affirming that it is "already doing that"

or "we will set up a course to do that." (ﬁnfortunately,
the often highly defensible constraints of personnel limits
and abilities, mcnetary resources, committee rule, upward
and outward responsibility for informing and coordinating
and approving--all tend toward bureaucratization and

immobilism.)

c. Above all, it must be alert. It must know 1its
clientele. Its agenda must always include an effort to
find out what is troubling analysts, supervisors, and
office directors. It must itsélf keep in touch with the
intelligence product so that it can think creatively about
future needs. It cannot rely upon rcgistration figures,
student evaluations, or questionnaires. It must have a
continuing infusion of new blood from the analytic offices

into its staff, and it must keep in pérsonal touch with

Approvéd FEIREIRHEE9600/05168 1 CIR.RBP7$-06 SIXDED 2D0UBD0bS-9
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II., What the Analyst Doecs |

-13. One of the most difficult descriptions to write is a
definition of intelligence analysis. There are wide differences
of opinion among people who call themselves analysts. There
are sgmantic problems: What is an estimate? What is analytic,
writing? What is a '"rcport" when the analyst uses the term?

Is there a difference between a research report and an analytic
report? The subject screcams out for clarification, but one

man's clarification is often another's red flag.

14. We choose here to talk about ”intelligencé analysis"
in the interest of avoiding debate over the general use of ‘the
term ih the world outsidc. And when we talk about "intelligence
analysis," we recognize that even here there are varieties and
species which do not fit under a general definition. One can
say that analysis is the critical collection, examination,
manipulation, and dissemination of information. But then one has
to define each of these terms. Our task requires us to
determine whether the analytic function can be broken down
into discrete parts which can be approached from an educational
point of view. We think, therefore, that it would be helpful
to try to define what an intelligence analyst does and see

what help that gives us. This is what we have come up with:

a. He asks himself what he wants to know and why.

He tentatively breaks down the question into its component

Apﬁ’t‘&l&ﬂ' For Release 2000/05/08 : CIA-RDP78-06215A000200050003-9
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b. He establishes an hypothesis as to whether what
he wants to know is a palpable, knowable
fact or is a tendency, a trend, or a negatable'(i.e.,

indeterminate, reversible, or instable) fact.

c. He considers whether what appears to be the
relevant information is available or readily procurable.
He considers whether there may be information apparently
irrelevant which could prove rclevant. He considers
whether, as a working hypothesis, he can work with what
is available or readily procurable, and whether it is

both neccssary and practicable to procure more.

d. Having broken the question down into what seemed
its component parts, he begins to marshal the data under
phose parts in a logical pattern. In.sc doing he may
have recourse to certain analytical tools (such as the
computer). He might in some types of problems want to
set up a model as an aid in thinking about relevancy. Where
he finds he is short of data or where the data are so
indeterminate as to be non-effective, he will reexamine
the question of relevancy and attempt to determine
(possibly with help of a computerized model) how critical
the lack or indeterminacy of the data really is. He will
throughout this process scek the advice of colleagucs and
supervisors, especially where critical Choiceé, evaluations,

or quantifications oécur.
Approved For Release 2000/05/08 : CIA-RDP78-06215A000200050003-9
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and checked his data, evaluations, and tentative judgments,
he goes back to his original question, his tentative break-
down of that QUestion into component parts, his hypothesis
about the knowability and palpability of the answer, and
his judgments on relevancy, and he reexamines them. If

~he alters any of these in the light of his learning, he
begins again the process of marshalling, evaluating,

testing, etc.

f. Finally, he writes his report--by whatever noun
that report is known. The noun is most often tailored not
so much to the subject-matter as to the recipient. The
recipient and his role in the bureaucratic and political
system\now become crucial to the format, length, level of
detail, use of language, and other aspects of the

communication involved.

15. An examination of ths above deécription of an '"analytic"
process (admittedly atypical in detail for many analysts--though
we belicve essentially correct for the intellectual process
involved) suggests that the principal ingredients are the analyst's
knowledge of his subject, his perceptiveness, his objectivity,
and his intellectual rigorousness. If an analyst is a sow's
ecar, he will remain a sow's ear, and training will not turn
him into a silk purse, nor should he be allowed to claim silk
.pursehood by taking training exercises. But if he is silk he

can be made into a purse, and if he is already a pursc, he can

be adorpghrovedl Fér Reldase 2000405081 1Gha-RDPTS062115A000200050003-9

si1lver. he can be retooled to carry a heavier metal. The

€3

£y
et

O

o~
N

€7
3
€
3
)
3
Q
¢
€5
(3
()

J



Approved For Release 2000/05/08 : CIA-RDP78-06215A000200050003-9
problem is to develop a theory on what is done to work with :

silk, how that is done, what is done, and who does it. That

is the subject of the following section.

Approved For Release 2000/05/08 : CIA-RDP78-06215A000200050003-9



I. Goals and Methods

16. Cavalier remarks about silk purses and sow's ears
do not, of coursc, dispose of the matter of training. One
is, after all, dealing with humah beings who do not, like
Athena, spring fully armed from the brow of Zeus. Moreover,
the bureaucratic and political environment in which the
intelligence analyst works has its own peculiarities and
problems. There are some things'that have to be learned--
the vocabulary, the structure, the people, the rules (written
and unwritten), etc. Minor deficiencieé can be at least
confronted and perhaps corrected. New institutional needs
can often be met by retooling the analyst rather than by
getting rid of him. This Agency is not functioning in a free
labor market; it cannot expect to recruit exactly what it
wants, and it cannot throw away what fails to meet precise
needs or is no longer réquired in a particular position.or

area of activity.

17. We are dealing then with orientation, correction,

updating, and retooling as basic requirements of a training

program. But the training function goes further; it must

engage with enhancement of the capabilities of the analyst,

and it must do this--not to be kind to the individual and to
advance his carcer--but to improve the quality of the intelligence
product and to economize resources, i.e., to get the very
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18. While confronting a varicty of tasks, the training
Approved For Release 2000/0%/08 CIA- RDP78 06215A000200050003-9
function is dealing with a variety of analysts. There are
in the Agency perhaps some 2,000 persons engaged in some
form of analytic work. They exist in all the Directoratesf
in the upper two-thirds of the gréde classifications, in all
ages, in nearly every fiecld of professional competence, and
in all ranges of experience. They are different kinds of
peopie in terms of personal goals,lprofessional needs,
social behavior, background and upbringing--in short, the
works. There is no low common denominator to be used in
deciding who should or should not be exposed to a particular
type of training. Some might need some things, some might
need noﬁe. Some»do best learning on the job, some might

learn faster by systematic classroom exposure. Some think

best in a group atmosphere, some do best alone.

19. In substance, therefore, any training for anaiysts
can only be done with a large ingredient of tailoring,
including allowing the analysts and their supervisors to
fashion their own clothing. Such tailoring should apply to
both subject matter and method. If the subject matter is
one that can be advanced by utilizing resources within the
Agency (or by utilizing—resources which can be brought to
it), do it that way. If it is onc that can best be advanced
by outside training, do it outside. If the analyst cannot
be spared for full-time training, do it part-time. If the
learning-explorative process can best succeed by intensive
training, make it intensive; if it can best succced by being
extended over time, extend it. If a seminar is the most

Approved For Release 2000/05/08 : CIA-RDP78- 06215A000200050003 9

appropriate forum for thc analyst, usc



a seminar, if a tutorial is best suited to the analyst, usc &
tutor.

20 Pt o have analysts perforiinng @ WidC VOrTety Beo0d.
tasks who have a wide variety of needs and who have a wide
variety of personal attitudes and aptitudes, it is quite clear
that large numbers of set requircments, programmed sequences,
or formal classroom courscs are simply inappropriate. It
should also be clear that there is no single course or group
of courses which will provide magic entry into the world of
analysis or success in it. This is not to say that there
should not be programs Or COUTrsSEs, but it does mean that
programs must be goal-oriented rather than requirement-oriented
and that courses or seminars or tutorials must be tailored to
individuals and groups and not to the availability of
instructional staff or its peculiar interests and qualifications.
3

21. The goals we are.talking about are the career development
of different kinds of analysts, with the Office of Training |
providing some of the means--along with such others as
on-the-job training, outside training,
and his own maturation as an individuesl. The careers we are
talking about are those of economist, phbto interprecter,
political analyst, military analyst, elint analyst, etc. We
are also talking about such cross-disciplinary careerists as
country or arca specialists, general estimators, editors,
presentational arts specialists, future and actual branch and
division chiefs, future and actual office directors and deputy

dircctors and their staffs. The process of career development

Approved For Release 2000/05/08 : CIA-RDP78-06215A000200050003-9
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learning to formal courscs, from job rotation to special
briefings, from extensive travel to intensive study, and so

on. There might be, and probably should be, some degree of
formalization in somec career development arecas to insure that the
process is not lost through burcaucratic inertia or the pressures
of daily business. There might be, andlprobably should be, some
formal cléssroom training for some steps in some career
development areas, i.e., for those people and in those cases
where it would be most efficient. In the following sections

we consider what formal institutional training might do to
contributé to career development for the various kinds of

analysts.

)

II. Training Segments in Career Development

Pre-Employment Training

22. It is clear to us that the most important qualifications
of an analyst are those he brings to his employment in the first
place. The recruiters, whether they arc designated recruiters
in the Offices of Personnel and Training or intelligence
production officers looking for particular skills, are more
jmportant in this respect than the training officer or the
production supervisor. It is in the pre-employment period that
the analyst has acquired much of the professional knowledge, skills, or
techniques that will make him useful. These may be highly ‘

specialized or very general; we have secen highly skilled and

nast o WP Vet 5P HeI8HSE F000i08/0H' *ETA RO - 08452500 360050083-9

a good genera' education. We know of several women
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who are skilled military analysts and never wore a military
uniform, Qﬁ%"%% Fl?l{o%el)e S§ e%%gglps’é%%m&l%ﬁp Pge%'p631§699@200050003 -9

military officers who failed as military analysts.

23. Tor most analytic work, we think there is a quality
much more important than specific skills--a quality without
which even the most skilled cannot function effectively.

This is a hard-to-define combination of openness to ideas,
readiness to confront the new and contradictory, objectivity,
intellectual curiosity, commitmeﬁt to the rigorous and
unemofional pursuit of truth, discipline of thought, carefulness
with facts, and clarity of mind and expression (though not
necessarily a verbal capacity in expression). This is a
combination often more difficult to detect than specific
skills, aqd this often results in poor selection; it is
easier for the recruiter to think that someone else has done
that job by granting degrees or passing candidates for
employment through certain formal trainiﬁg programs 1in
educational or other institutions than it 1is for him to find
out whether the candidate for analytic employment pos:sesses

this combination of qualities.

Orientation

24. Having been taken on board, the new employee
(whether he intends to go into an analytic position or not)
will find some orientation uscful if only because of the
peculiaritics of the intelligence business. We think much

can be done in a formal course and that it can be made

inter SPRROYes,for Release 2000/02/08.- GIA- %DPJ)%QQZ‘!)&AQQQZQQO5OOO3 -9
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done, but it tends to leave gaps which the analyst might not

evenApprovediFdrRelease 2000/05/08 : CIA-RDP78-06215A000200050003-9

A training course which assures that all the major bases are
touched might open avenues for the analyst in obtaining and
manipulating data which he might otherwise not even know

were available to him for exploitation or exploration.

Thus, therce ought to be available a general course on the
intell?gence process for most new intelligence analysts

which will systematically explain what is done and how it 1is
done. Such a course could, and in some cases should, be
supplemented by specialized orientation courses in individual
Agency components to provide specific help to the new employee,
or to the old employee new to the subject. In addition,

some new employees--especially new politiéal analysts‘or
others likely to advance to senior supervisory positions--
probabl; should be given a2 course which would familiarize

them with covert operations and thus make more facile their

relations with the Operaticns Directorate and their understanding

of information procured by covert means.

Updating and Retooling

25. Updating and retooling arc a constant requirement

for even the best qualified and best trained analysts and

supervisors. Pecrhaps the most deadening spirit in an organization

is a persistent belief in the eternal correctness of 1ts way
of doing things. Unless the leadership of a Directorate,
office, or division operates on the assumption that there

may be a better approach to its problems than the one it is
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looking for--change and improvement, then there is much to
be done. Most of it can and should be done at home by
encouraging staff to try other methods and techniques.- The
training function intervenes when new methods, approaches,
and techniques can be broken down into specific and identifiable
subjects for training or indoctrination. TFor technical
subjects this can best be done in the Agency component
involved or through external training. For other more
generalized subjects, the training can probably Ee most
economically accomplished on an agehcy-widc oY éommunity—
wide basis through specific courses, €.g., in methodology or

in the application of certain methodological techniques.

A
Special Skills

26. Special skills in some fields of intelligence are
easy to identify and to teach by classroom methods. Economic
modeling, telemetry, and many specific subjects in communications
or computer use easily come to mind. -Other special skills
are more difficult to identify and less adaptable to classroom
instruction. Some, indeed, are better lcarned than téught.
Analytic skill, because it is so hard tb define when one
goes beyond the use of specific methodologies, is not a
discrete academic subject. But there are some particular
steps in the analytic process for intelligence purposes
which can be separated out for particular attention through
a more-or-lecss tutorial process. Some of these relate to

PTeABPFIFEATFGIReldHSE BO60/5I0R 2 A RES 74 0621 5R000200050003-9
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results of analysié'in a meaningful way (which is, after

all ,Appsomd FyuRelease2000/05108 ¢ ﬂlﬂgRlDR7&-ﬂ62€115A000200050003-9
have covered the relevant terrain. Thus, breaking down a |
question into component parts, making an orderly and logical
progression of facts and judgments, prescnting the maferial

in a particular form for a particular purpose or audiencé,
devcloping appropriate and meaningful graphic forms of
presentation, these are skills which most analysts must
exercise. There are analysts who are outstanding in their
knowledge of a subject, in their care and objectivity in
dealing with evidence, and in their imaginative range in

sorting out hypotheses and meanings, but who need guidance

and help in learning to marshal and present their analyses

in the most effective manner. For these people and for

those new employeés who can profit from some practice and
indoctrination in particurar forms of reporting and presentation,
training can usefully be done either in Agency cdmponents oT

by the Office of Training in forms adaptable to the particular

neced.

Enhancement

27. It is in the enhancement of the capabilities of an
already qualified analyst that the training function can be
most challenging and rewarding and yet most difficult to
formalize. The aim is to expand the horizons of the analyst,
to provide him an opportunity for reflection and study, to
help him to work with different pcople, ideas, and materials,

to cnable him to grasp new disciplines relevant to his tasks

and\pproveich For Releaser2000/05/08 S ASRDPTSL0621 5A000206056003-9
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thus to a better product, These can be accomplished within
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of external training; they can also be accomplished within
the Agency training program. OTR's Senior Seminar, Advanced
Intelligence Seminar, and Mid-Career Coursc are some means

designed to do so.

28. We think that by being adaptive, flexible, and
alert the Office of Training can make a further contribution
to this end. There probably are courses on particular
subjects which could be developed and offered on an occasional
basis. Almost certainly special seminars on particular
jntelligence problems of a substantive or.methodological
character can be established. Such semiﬁafs would often
provide the cross-disciplinary approach which many of the
intelligence problems of the future will require for solution.
They would create the opportunity for the members to educate
themselves and each other and at the samc time advance the

solution of real intelligence problems.

Approved For Release 2000/05/08 : CIA-RDP78-06215A000200050003-9
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rea an ountry

29. An intelligence organization deals not only with
means and functions (energy, trade, missiles, electromagnetic
radiations, photographs, etc), it deals with peoples and
cultures and political and economic behavior. It needs
analysts who can deal not only with quantifiable and hard
data but analysts who can combine the use of such data with
a deep understanding of the péoples who live and work in a
coﬁntry or area of the world. Prediction and defining the
limits . and character of predictability are the pay-off of
the intelligence system. Hard facts are indispensable, but
the big reward comes from the correctness of the conclusions
one derives from placing those in the perspective of the
numan and historical forces at work in a situation. The
best analyst is the one who can make the judicious amalgam

of the hard‘with the human.

30. Area and country study is one form of the enhancement
of the-capabilities of the analyst. We are not speaking
here of a precisely defincd area specialist. He may be a
linguist, geographer, historian, political or economic
analyst, or a combination thereof. Ie may be a missileman
plus a linguist and cconomist, or some other combination;
perhaps the greater the variety of combinations the better.

We might have an area

Approved For Release 2000/05/08 : CIA-RDP78-06215A000200050003-9
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culture, cconomy and politics of a region, and an area oOr .
country specialist who knows some of those along with a

functional specialty.

31, We do not say that each analyst ought to know
everything about the geographic region'he is working on
(that is impossible anyway), but that many if not most
analysts ought to know a goéd deal more than they do. An
anélyst working on the Chinese advanced weapons program
ought to know a good deal about China, and the analyst
working on the Italian economy ought to know a good deal
about Italian history and the 1life¢ habits and personél
philosophy of Italians. An analyst who has a good working
knowledge of the Arabic language and of the historv of the
Middle East and North Africa can make himself much more

valuable by acquiring a functional capability in Middle East

politics and economics and in the world of energy and international

finance generally. We are speaking of area and country
specialization not as a good-in-itself but as a value in
combination with identifiable intelligence problems of the
present and future. Conversely we are arguing that functional
specialization without a sound and extensive arca OT country

knowledge is less than ideal and might even prove deleterious.

32. We think, therefore, that more thought and study
ought to be devoted to the role which area or country specializa-

tion--including language--can and ought to play in the
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a later chapter; our primary concern here is that the role
of area and country study should be thought about as a tool

in the enhancement of the capabilities of many analysts and

not of a sclect few who choose to be linguistically qualified.

Advancement of the Art

23. We think that a training organization ought to
cohsider, in the selection and usc of its staff and in the
allocation of its resources, that its responsibility extends
béyond instruction to the improvement of the intelligence
process itself. This is not to imply that other components
Aof the’Agency and the Community are not doing so; indeed
chey are and should be continually attempting to improve
their methods and their performance. The point is that the
training organization should similarly be concerned to do
more than pass on the lore of the past and to facilitate the
career development of the Agency's personnel. The same
staff énd resources whose function is cducation can and

should be put to use to learn and explore the probiems of

intelligence and to incorporate the results into the educational

process.

34. A training organization is a center which receives

the wisdom and practice which has been developed, systematizes

it into elements, and then disseminates it to its clientele.

We suggest that in the systematization process the training

or fRProyer For Release 2000{Q5/08 1 ¢IARDP78,062194000200039003-9
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ingredient which can crystallize, enhance, correct, and
amplify that wisdom and practice into new and useful ideas

and methods.

25. The Office of Training alrecady has a Center for
the Study of Intelligence which has initiated studies into
some ;spects of the intelligence process. These studies
should be expanded, with care taken that they become, not
merely recordings of past experience, but meaningful insights
into present and future problems. We suggest that therc may
be other centers which could advance the art of intelligence
by absorbing what has been and is being déne, by trying to
formalize and augment this, and by passing on the product to
nthers in the form of publication and instruction. One such
aspect of intelligence is the prescntational art, which is
an integral and critical part of the analytic process. As.
we suggested earlier, presentation in. an accurate and meaningful
fashion to the particular customer is becoming more complicated
as subject matter becomes more compleX and the implications

of governmental action more extensive.
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Chapter Four-Specific Curriculum Suggestions

36. We here use the term "curriculum" in its broadest
meaningf We use it, not in the sense of a programmed,
sequential series of courses, but in the sense of the total
offerings and fuhctions of the educational effort. In this
sense it includes the atmosphere as well as the course
catalogue, the tutorial as well as the classroom, the
imaginative idea as well as the special skill. The curri-
culum we speak of involves the Office of Training's activities
and the specific training activities of other Agency components;
it also involves‘such other education-motivated decisions as

)

job rotation and foreign travel. The career deveiopment of

Agency analysts is engaged with the whole bundle.

27. In the sections below we take up the various
aspects of training which we jdentified in the preceding
chaptef—-orientation, updating and retooling, special skills
and enhancement--in terms of some specific programs and
offerings. Some of these can be carried out easily, and

some will entail further study and detailed planning.

I. The Carecer Training Program

28. The Carcer Training Program in C.I.A. is unique in

that it makes an effort to centralize rcsponsibility for

Approved For Release 2000/05/08 : CIA-RDP78-06215A000200050003-9
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the recruitment and early training of analysts (and operators
and managers, as well, though we are concerned here only

with analysts), that is, this program places upon the Office

of Training the major responsibility for the recruitment,
formal course instruction, and on-the-job-learning of a
particular group of people during a period of approximately

one fear. Thus, the Office of Training has a great opportunity

to.do it well or to botch it.

39. In our discussions with those responsible for this
program, a consensus has been reached upon a number of

important points:

a. All career trainees, whether intending to
enter analytic work or not, should have a general

orientation in the intelligence process.

b. Career trainees intending to enter analytic
work should have some training in the preparation of

intelligence reports.
c. Career trainees intending to enter analytic

‘work should have a brief formal familiarization with

covert operations.

Approved For Release 2000/05/08 : CIA-RDP78-06215A000200050003-9
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d.

Career trainces intending to enter analytic

work should be offered a course in the application

of new analytic methods to intelligence problems.

e.

Career trainees and other qualified new

. professional employees should not be required to take

the Intelligence in World Affairs Course now required

of all new employees. That course probably should be

retained for other new employees. Those parts of it

which deal with orientation to employment in C.I.A.

(such as personnel services, etc.) can be covered in

a few days' special orientation for C/T's.

L]

40. The precisc order in which C/T's should take these

particular courses 1s more a question of administrative

management than education. Obviously not all members of an

entering class can take the Intelligence Process Course at

the same time, since 20 is probably the maximum effective

class size.

A course in rcport writing would probably also have a

similar (or smaller) effective maximum. It would be best to

have the Intelligence Process Course taken as early as

possible, though not necessarily at the beginning of the C/T

program. The courses on report writing and on application

of new analytic methodologies should come late, rather than

early, in the traince's progranm, i.e., after he has had

Approved For Release 2000/05/08 : CIA-RDP78-06215A000200050003-9
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working experience in the Agency.

IT. An Intelligence Process Course

4

Hye We conceive of an Intelligence Process Course as

a bésiC'orientation course (beyond how to find the health
scrvice and credit union) for all professional employees--
analytic, operational, and managerial. We think of it running
about five weeks.

e

7~ The old Intelligence Production Course, which
ran for eight weeks, was O/TR's principal bow in the
direction of so-called analytic training. It was offered
to those career trainees who had decided to enter the analytic
directorates and to other new or aspiring professional
analysts. 1In the case of the career trainees, ‘it was:given
"after their interim assignments and just before théi?ifegular
work assignments. For many of its students it was probably
too 1ong; too late, and too clementary. During 1974, and
paTtly-as..a-result- of.our-suggestions, this coursc was reduced
to about five weeks and some elements of it were dropped
or brokén out for separate course treatment%ﬁ Thus, the last
running of the course (from 7 October to 13 November 1974)
was approaching our idea of what the Intelligence Process Course

should be 1like.

Approved For Release 2000/05/08 : CIA-RDP78-06215A000200050003-9
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43. We propose the Intelligence Procéss Course as an
orientation course for all professional employees bccause
g@'believe (a) that many operational and managerial officers
have had an insufficient understanding of what the analyst

does and how he does it, and (b) that many analysts have had

an insufficient understanding of collection methods, especially?ﬁq'

clandestine emes. (As noted above, we also have'proposed that
career trainces should be briefly exposed to covert operational
methods.) We propose roughly that the Intclligence Process
Coursc cover the following, in approximately the order listed:
a. Intelligence objectives and organization.
b. The requirements system.

c. Open and official collection means.

d. Clandestine and non-acknowledged collection

methods-~technical and human.
¢. Storage and retrieval systems.
f. Analytic problems and methods.

g. Obscrvation of analysts at work in C.I.A.,

D.I.A., INR.
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h. New and peculiar collection and analytic
problems, such as multinational corporations,

terrorism.

i. Presentation, consumption, and use of intelligence,

especially in foreign and military policy.

Approved For Release 2000/05/08 : CIA-RDP78-06215A000200050003-9
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44. The Intelligence Process Course may have to be run
\\gs many as six times a year, since it should be offered to
new and aspiring professional analysts as well as career
trainces. This may require additional staff and will put an
added burden on those Agency offices and officers who assist
in instruckion. This suggests that (a) several pcrsons from
individual Agency components rather than a single individual
in the appropriate components be called upon to assist, and
(b) greater effort be made to acquire the assistance of senior
working level, rather than senior supervisoryllevel, officers

for instructional assistance.

45. The existence of an Agency-wide orientation in the
intelligence process as a whole for professional personnel
does not eliminate, and indeed may enhance, the need for
Agency components to conduct their own orientation programs
for new employees or old employees new to their activities.
We urge them to do so, and believe that the Agency-wide

course should in no way try to introduce into this course

Approved For Release 2000/05/08 : CIA-RDP78-06215A000200050003-9
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what can be morce thoroughly and effectively handled by the

component concerned.

III. Writing and Presentational Skills

46. 'Presenting facts and ideas in a clear, precise, and
effective way is a complex art and certainly not omnec which
can be‘taught in a short coursc in any educational forum.

It is, we believe, a skill which emerges from clear thought,
vocabulary proficiency, knowledge of the rules of English
grammar, and practice. In the intelligence business, it
involves a good deal more--knowledge of the subject matter,

a clear idea of who the recipient of the report is and of
what he already knows, and an appreciation of what the policy
issues are which would be affected by the report. Thus, the
good writer of an intelligence report is one who has been
well-trained before he came to C.1.A., who knows what he is
writing about, and who knows why and for whom he is preparing

a report.

47. This does not mean therc is nothing the Office of
Training or the employee's supervisor can and should do. On
the contrary, there are a number of steps that can be taken
to make it casier for the well-trained officer to function
better in the intelligence environment. Morcover, there are

some things that ought to be done to remedy defects in the
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writing performande of otherwise well-qualificd employces,

and there are somc things which can be done to advance the

art of presentation in order to make the intelligence product

more useful or to increase its impact. The educational function

breaks down into these separate parts:
“a. Remedial.

b. Introduction to, and some practice in, particular

types of intelligence analysis and report writing.

¢. Guidance and practice in the development of

certain skills.

d. Development and exposition of particular forms

of presentation.
Remedial

48. The Office of Training currently offers two
remedial courses:

1
]

}.
a. Effective Writing. Thiska part-time course

consisting of eight sessions and taught by an outside
instructor. It is a basic course concentrating on

grammar and structure.
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b. Writing Better Reports., This is also a part-

time course, consisting of eight sessions and taught

by an O;%R instructor. It concentrates on types of
reports prepared in C.I.A. and is designed to help
otherwise qualified employees to improve their capacity
to communicate clearly and effectively. It is semi-

tutorial in method.

49, Of these two courses there is certainly more
justification for the second than for the first. We suspect
that the titles and descriptions of the two courses are
sufficiently similar, however, to confuse training officers
and stu@ents concerning the proper selection for a particulaf
individual. Perhaps studeats have enrolled for thi first
when they should have taken the second. We wonder whether
continuation of the first is justifiabie and suggest that
serious consideration be given to dropping it. An employec
unable to write English in a generally acceptable way ought
to be tfansferred to a position not requiring written communi-

cation. The second course probably serves a useful purpose.

Introduction to Intelligence Analysis and Writing

50. At the present time the Office of Training offers

a course in Intelligencc Writing Techniques. Originally
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AT
(e

€3

L

0

9,

€

{}

)

¢ ¥



Approved For Relésg 2000/05/08 : CIA-RDP78-06215A000200050003-9

a part of the old Inteclligence Production Course and then
broken out for separate handling, it is designed primarily
for Career Trainees cntering the Intelligence Directorate.
1t consists of writing exercises related to current types of
intelligence reports and involves considerable individual
gﬁidance. NPIC, CRS, and OER also have courses within their
respective offices to assist employees in learning recporting

methods peculiar to their subject matters.

51. As a gencral rule, we would think that introducing
employees to particular types of report writing and guidance

and practice in preparing them is the responsibility of the

production office itself. We also think, however, that some

experimentation with the intelligence Writing Techniques
Course would be useful to sce what can be done to help new
employecs, especially career trainees and other well-trained
recruits, to slip more readily into the type of analysis and
writing which is done in the Intelligence and Scientific

Directorates.

52. We would suggest experimentation along the following

lines:

a. Change the name of the course to "Analytic

Exercises."
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b. Increcasc course from one to two weecks. O

c. Associate with its staffing, for a two-or-

three-week period, able working-level officers from by
certain production offices in DD/I and DD/S§T.
o
d. Assign to each working group under the 7
guidance of an officer detailed from the production
<)
office a live topic for preparing a brief intelligence
report (one weck). ' %)
. B)
e. Assign to the group as a whole the task of
‘preparing a coordinated analysis with predictive' 3
judgments on a live topic (one week).
f. The "live" topics involved could be all B,
related to a single country or a single functional
| >
area. They would be "live'" in the sense of being
real problems and involve the use of real data, ™
though they may not necessarily be '"live" in the
sense of being related to current events or current
policy problems. o
¥
D

e

LY
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Special Skills

53. While the special skills related to the presentation
of intelligence production are primarily the responsibility
of the production office itself, the%e are a few areas 1in
which the central training office can be of assistance if it
has or can develop the resources to do so. These are on
problems which néarly all production offices have to'some
degree or on presentational methods which need further
development or exploration. The areas with which we are
concerned arc (a) editing, (b) estimates writing, (c) use of
graphics, and (d) oral presentation.

A

54. Editing: The Office of Training in 1974, in
responding to the requesf of a production officg)offered to
that office a‘short part-time seminar on editing led by a
cleared and experienced contract empioyee. It was a highly
successful scminar. It concentrated on the role of the
editor, the philosophy of intelligence communicaticn, and
some practical exercises with "live'" reports. We suggest
that this is the type of adaptive response to need which the
Office of Training should make clear it is prepared to do on

demand.

55. Estimates Writing. Since the change in the procedure

for preparing national intelligence estimates and memoranda
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and assignment to the NIO's of heavy responsibilities for
high-level intelligence production, a larger number of
people in the Agency and Community have become involved in
national intelligence production. Many of thesc people are
unpractlced in preparing analytic reports for this partlcu]ar
clientele and this has increased the burden on the NIO?j

The Office of Training has responded by offering a part-time
seminar on cstimate writing to be led by an experienced and
cléared contract employee. The seminar is still in the
process of being developed, but will offer tutorial help in
analyzihg estimative problems and preparing estimative
reports on ''live" topics.

A

56. Usc of Graphics. We think that one of the more

pressing problems in communicating intelligence information
and analysis to recipients is that of making the results
easily and quickly comprehensible (thét, indeed, is the
pr1nc1pal reason for the above recommendations suggesting
special courses and seminars in the art of communicating).

As the intclligence subject matter has become more complex,
intelligence reports and analyses have become more intricate
and lengthy. Uscrs have become intimidated, not only by the
complexity of the subject, but also by the length and complexity
of the reports intended to clucidate it. The problem of
communicating has greatly concerned the Director of Central
Intelligence; in his Perspectives for Intelligence 1975-1980

he pressed for further exploration of the usec of graphics in
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presentation. We would like to sce the Office of Training
develop a new course designed to demonstrate ways in which
designs, tables, graphs, maps, the lay-out of sentences and
paragraphs, and other visible anw non-verbal devices might
be used in combination with verbal presentation to reduce
the volume of words, make comprchension casier and quicker,

and generally enhance the impact of the intelligence product.

57. Oral Presentation. We think that in some cases

the intelligence product does not receive the attention it
déserves because that attention is inhibited by the length

of the document or the distribution system (including security
controls). We think.that a more aggressive program of oral
intelligence briefings would help to increase the xnowledge
and impact of intelligence reports. To this end, there is a
need for thqse who are substantively qualified (i.e., in

mest cases, the analysts who prepared the report) to be able
tc convert that report into an oral briefing with slides,
maps, éﬁd other graphics, and to present it before important
and critical audiences. We recommend that the Office of
Training undertake to develop such a course using "live"
materials, i.e., actual estimates and analyses of a significant
character, to demonstratec how it can be done. We suggest,
further, that once O/TR has developed the appropriate staff,
that staff be made available to offer tutorials, scminars,

or specific assistance in particular cases to the producfion

offices in preparing actual oral presentations for usc.
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IV. Analytic Methods BLxposurec and Training

58. While there is no magic formula for making a'good analyst,

we do consider that the analyst of the next 25 yeas will rely

less than in the past upon documentary and historical tools and
more upon mathematical and computer-assisted analytic methods. As
we suggested earlier, this is likely not because historical and

documentary methods are wrong OT inapplicable, but because they

might not be available, because. national or group behavior will depend

upon a complex of factors upon which documentary material might
not prove persuasive or decisive, and because many intelligence
topics will involve quantities and quantifications of data that

can be manipulated‘only by machine methods.
)

59. We think that new analysts and thosc already in the
Agency and Community (regardless of rank or position) can be
helped by formal classroom exposure to some of the newer analytic
methods which have been developed in universities and reséarch
organizations. The Office of Training currently offers Z%ggé

courses relating to the retrieval and manipulation of data through

machine methods and quantification. These are:

a. Survey of Intelligence Information Systems--a

full-time threc-week course. About two-thirds of the

enrollment is from outside CIA.
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b. Information Science for Intelligence Functions--a

four-week full-time course. About two-thirds of the enrollment

is from outside CIA.

c. Systems Dynamics: Principles and Applications--a

three-weck full-time coursec. ‘About . of the enrollment
ol
1f from outside CIA.

60. Supplementing these gencral courses, the Office of
Economic Rescarch offers a number of special courses dealing
with analytic methods and the uses of macﬁincs in economic
analysis. The Office of Elint in DD/S§T offers a course in
computer systems,‘and the Office of Joint..Computer Support in
DD/A has an &wéﬁgtfpanoply of courses ranging from Computer
Systems Fundamentals to Advanced Systems Analysis. We presume
that all € these coursces meet specific needs and assume they

will be continued, discontinued, extended, and adapted as needs

change.

61. What we discern in the courses offered in both O/TR
and the Agency components mentioned above is a fairly advanced
adaptation of ncw analytic and machine-assisted methods of

analysis to the problems of economic intelligence, to various

aspects of technical and scientific intelligence, and to various
aspects of military and weapons intelligence. What we have seen
leads us to conclude that there has becn inadequate development

of the application of new analytic and machine-assisted methods to
political, Esychological, and socizlogical intelligence, to

Approved For Release 2000/05/08 : CIA-RDP78-06215A000200050003-9
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to analysis of factors and forces involved in decision-making.

62. The Offices of Current Intelligence and of Political
Research have been carrying out some experiments in such |
applications, and the Center for the Development of Anaiytic
Methodology in DD/S&T has been moving foward with a number of
projeéts designed to apply new methods and machine capabilities
to existing intelligence problems. We think the time has

arrived to make an effort to incorporate some of these experiments

and applications into a general offering by the Office of Training.

63. We therefore suggest the creation of a new course 1in

New Analytic Methodologies and their Application to Intelligence

Analysis. We suggest that this course run about four weeks,
full-time, and that its initial enrollment consist of carecr

trainees and other new analytic personnel. After development

and some initial runnings, it might then be adapted in shorter form

for more senior personnel who are unfamiliar with these methods
and their application. (Onc complaint we have heard 1is that
junior personnel have been unable to convince their bosscs that
there ié anything useful to be done with these methods.) We
recognize the difficulty of developing such a course and suggest
that it would entail a good deal of cooperation between O/?k’s
existing instructional staff and analysts and students of
methodology outside O/TR. We think also that once such a course
has been developed, the instructional staff should be available

on a tutorial basis to provide on demand such help as it can in
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{t need for some familiarization with new methods and the use
of 'the computer can be met by a one-weeck full-time short course
constriction of the present Information Science for Intelligence
Functions course. Such a brief exposure would be useful, for
example, to career trainces intending to enter the operations and
administration directorates, and to supervisors in the analytic
directoggs whd could not spare the time or would not have the

need for a more extensive practical course.

V. Area-Country Study

65. In our experience we have discerned some aecrease in
area—qﬁuntry speéialization during the past decade--not only in
terms‘of capabilities wi=hin the Agency and Community, but within
the academic community as well. This is due to a number of
things: the retirement or resignatidn of many of those who
acquired specialization auring WWII and the early post-war
period, a decline in the US role in some areas of the world and
an attenuation of the numbers assigned ab@dﬁd, a diminution
of interest in foreign affairs by students in the university and
by the country at large, decisions by individual ecmployecs--
buttressed by promotion policies and personnei practices——that'

0 more varicd and successful carcer could be built by not becoming
heavily committed to and jdentified with a partitular area or
country, a tcndency to regard linguistic proficiency as an
indispensable attribute of area-country spccialiation, and the

observation that incrcased technicalization of intelligence was
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think this decline in area-country compectence is unfortunatec and
ought to be remedied; we think that some of the reasons for this

decline are within the Agency's power to remove.

66. Wec suggest that some of the considerations which ought
to govern an Agency program to strengthen area-country competcnce

are.

a. Language proficiency is helpful but not essential
for high competence on many area and countries. Some
language proficiency is essential to achieve high competence
for those areas and céuntrics which are important- and whose
culture and life-style are non-European.

k|

b. High area-country competence for a limited number
of employees on each major area or major country is esscential;
for most employees working on a country or arca high competence

is not neccessary.

C. Employees who are functionally employed, 1.e., on
technical-scientific, military, or economic analysis, should
have a competence in the area-country on which they are

_ _ _ . At il d Doy
working which substantially exceeds that strictly related /

40 their functional endeavor.

d. Area-country speccialists, including those linguistically

proficient, should acquire some functional specialty in order

to enhance their usefulness.
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67. Given the wide varicty of jobs which analysts do, the

wide spectrum of competence with which they come to their jobs,
and the égiéing degrees of need for area-country competence

which apply, there can be no set program for training them. The
responsibility rests primarily with the career service in which
the employec works and which presumably will take account of

his pergonal desires and abilities as well as that of the scrvice‘
itself. But there are certain guidelines which can Ee suggested
and certain training courses or seminars which can be'adopted. We

suggest the following:

a. Analysts who need some language capability or
would €ind it useful should be encouraged to enroll in the
part-time language familiarization short courses or in the

part-time reading courses.

b. There should be a more extensive interchange of
personnel betwcen the DD/I and DD/O, to é%gg}e DD/I carcerists
a greater opportunity to acquire a knowledge of local language
and culture and to enable the DD/I to benefit from the

acquired understanding of DD/0 officers.

c. There should be frequent visits by DD/I analysts
to the country and area of their specialization. Often
changes in atmospherics and in physical and cultural

e
characterisg§ are unconvcyable by written reporting.
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d. In the carcer development of country specialists
they should be encouraged to widen their geographic speciality
to the region (or even the continent) as they progress, and

they should be rewarded by advancement when they do so.

c. Functional specialists should be encouraged to

devclop a better country or area knowledge.

68. By and large, the language training curriculum of the
Office of Training provides opportunities for learning of the
type and to the degree that areca-country specialists might require.

In arca studies, however, O/%R offers relatively little:

A one-wcek full-time China Familiarization course.
b. A two-week full-time USSR Country Survey.

Both courses are fairly elementary and cater largely to persons

on the periphery of analytic work. Neither of them is useful to

the functionél specialist who is already a sophisticated analyst

but who needs helﬁ in understanding better the driving forces in

that nation's policy and direction. Nor does either course do
anything for the analyst who is a country specialist but wishes

to explore more decply some of the historical, cultural, political,
economic or other faq@@ﬁs at work there. O;;é had one such course
for Latin American specialists, the Latin Amcrican Seminar (part-time

for 12 weeks), but this was discontinued upon retirement of the

instructor.
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69. We suggest that O/TR begin gradually to expand its

arca-country training and begin by dropping the two courses which

are of marginal value. In their place it should establish | 8
part-time seminars, on the order of the Latin American scminar,
for area specialists who wish to deepen their understanding. In &
: addition, it should develop seminars for functional specialists “y
% oY speéialists on other areas who woﬁld like to broaden their
horizons.: The?c latter sceminars would hopefully draw in the 2
miséileman, the geographer, the economist, the nuclear physicist, 3
and provide him the opportunity to participate in discussions of
the doctrinal, historical, and other forces at work in the USSR O
or China and to contribute to others' understanding by input : (3
from his own experience. Should these approaches prove successful,
O}?R could then move to other areas and initiate similar seminars. 0
03
VI. Advanced Seminars and Advancement of the Art
€2
70. In an earlier chapter we suggested that '"Advancement ()
of the Art" was one of the segments of a training and carcer
development system. In that connection, we suggested that it was 2
a responsibility of the t?aining organization to explore the i)
problems of intelligence and to incorporate the results into
{3

the educational process. We also suggested that special seminars
or short courses on particular substantive or methodological problems 3
could be used to introduce the cross-disciplinary approach which
many intelligence problems of the future will require. The

Office of Training, recqﬂgizing that it has such responsibilitics,

s

carly in 1974 created a Centcr for the Study of Intelligence and
Approved For Release 2000/05/08 : CIA-RDP78-06215A000200050003-9
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Centcer for the Study of Intelligence effective in Jahuary 1975,
we cxpect the work of the Center to expand in meaningful directions.
We think that a ccnter should also be established for the Development
of Presentational Methods, the results of which could be fed into
the skills courses we suggested éarlier in this chapter. Both

Centers should be guided by Advisory Committees named from within

as without the Agency.

72. We endorse the Discussion Group Program, and we think
that it should incorporate a general Advanced Seminar Program.
We suggest below some of the subjects which might be covered,
though in the most gencral scense seminar subjects should be
adapted to events and needs rather than to the intellectual
ho%%ies of these %1ﬁzers c¢r anyone clse. We also suggest that
the Discussion Group-Advanced Seminar Program ought to be guided

by an ad hoc advisory committee meeting from time to time to

put forward and discuss suggested topics.

74. In addition to the topical seminars, we believe that
one full-time three-week seminar be established for senior analytic
personncl, though other senior Agency personnel might wish to

participate. This would be a seminar on Intelligence and National

Policy designed to do a number of things:
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c. . . . . .
thought and rescaryh in the academic community on international

relations doctrines and studies.

b. Reexamine the methods and objectives of intelligence

in the last quarter of the twenticth century in terms of

national needs and world developments.

c. Pay special critical attention to falacies and
A

hazards in intelligence analysis; to non-traditional, emerging

and future targets of intelligence; to definitions of national

security and future threats to national and world security.

d. Discuss and understand the changing role of

kKl

intelligencc within Cthe government and in rqgéliong to the

public, other nations, and transnational associations.

74. While there is some danger that the subject matter and

organization of the seminar could overlap that of the Senior Seminar

it would be the responsibility of the instructional staff to

avoid this. We think a carefully end formulated seminar schedule

and an ingenious selection of speakers from the academic community,

government, and agency can prevent that overlap and develop a
seminar which will be both highly stimulating and productive of

new thought and directions in intelligence production.

75. The topical seminars (or discussion groups) we would
think of as falling into two broad categorics, those primarily

< Approved Far Release 2000/05/08y. GLARDIPT8:06215A000200050003-95
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we would think of them as meeting one afternoon a week or |
one afternoon a month for as long as the subject is required.
Membership in the seminar would be by invitation and negotiation,
with the advisory committec for the program playing a major role

in the process of sclecting the personnel as well as the topic.

76. We do not wish to recommend topics; we suggest the

following as illustrative of our thinking. On the substantive side

we would consider thesc as typical; the tgﬂgﬁing and outlook

of the Soviet leadership in the year 2000; the food-population
relationship in the year 2000; impact of Communist pgrticipation
in Western European governments; consequences of climatological
changes. On the ﬁethodological side, we would consider these as
typicai: the role of judyu§ment and intuition in making
intelligence judgments; how to measure such intaﬁgibles as morale
and cultural characteristics in assessing national power or
predicting national policy; why "unexpected events" occurred
which rendered traditional wisdom erroneous and how prediction

of such events might be improved.
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Chapter Five - Management and Planning

I. Management Impact of Suggestions

77. The total impact of our suggestions is expansionary.
This may scem to be ill-advised at a time of curtailment of

intelligence budgets, especially when a hard lock is and should

be dirccted at overhead and service functions. But our suggestions

are in the direction of expanding training and career development

for analysts, not for expanding training as a whole. In short,

we think that some resources should be shifted to analytic training,

and we think that this is supported not only by the necds we have
described but by the directive of the President and the NSC
intelligence Committee.

NG

78. We suggest that some, and perhéég all*fﬁg

impact of our proposals can be absorbed by secveral means:

the budgeting

a. By some shift of resources within the Office of
Training and better utilization of O/%R personnel, including

climination of some present course offerings.

b. In view of the service provided to other USIB
agencies by O;%R (cspecially in the Information Science
courses), b; the assumption of a part of thc budgetary
burden by thosc agencics or by the Intelligence Comﬁunity
Staff. |
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C. By a greater utilization of personnel from the
analytic directoratcs on a short-term or part-time b351s and
by greater participation by analytic personnel in the

planning and conduct of courses and seminars.

d. By the greater usec of contract and academic personnel

in the planning and conduct of courses and seminars.

79. Moreover, some of our suggestions do not involve the
Office of Training'in an administrative sense. The suggestion for
gréater rotation of personnel to advance and better utilize
area-country knowlédgc and experience is a matter of .- personnel
management within and between directorates. We have urged
continued and perhaps extended orientation, methodology, and
report-writing courses within offices and directorates. We think
topical and methodological scminars will prove in many cases
most appropriately conducted within directorates rather than
agency-wide. The Office of Training should encourage and endorse

all such activities and be prepared to help them in any way it

can.

1I. Future Directions

@ma.{?‘&b -t
80. We see no rcason to believe that the neced foyﬁyraining
will be substantially recduced in the future. On the contrary,
changes in the world situation, in the role of intelligence, in
methods of collecting and manipulating data, and in the.subject
matter of collection and production are coming so thick and fast
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The responsibility for recognizing and mceting those nceds is
everyonc's. As an organizational unit responding to agency-wide
and to some degree community-wide neceds, the Office of Training has
a special, but not exclusive responsibility.
‘ ¥

81. One of O/TR's principal management problems is how to
respond to the need for greater attention to the training and
career development needs of the analytic directorates and of
jntelligence community agencies without (a) reducing 1its
attention to those operational training programs still required,
(b) preempting training programs better carried out within the
analytic directorates themselves. In short, while trying to

respong, it should not over-respond.

82. The Office of Training has indeed moved a long wayp
from the time when it was cssentially an arm of, the Operations
Directorate and its curriculum dominated by DD/O requirements.
That was as it should have been, but we believe the time has come
when the Office of Training should be regarded by the other
Directorates as responding to their requirements as well. It is
moving into a new role within the Agency, and in the future it
probably will assume a broader role within the Community. That
should be recognized, and the other Directorates should help it

fulfill its functions.

83. We think that there are a number of steps which ought

to be considered as ways to strengthen the responsiveness of the
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Community agencies and to assist the Office of Training 1n

mecting thosc needs: N
a. A special assé}ant to the Director of Training for D
analytic-related training might be considecred. There are 33
a number of organizational units within O;%R concerned with B
‘analytic training--the Intelligence Institute, the Functional &
Training Division, and the Language School, to name the D3

principal ones--with their responsibility running to the
Director of Training. Unfortunately, managerial functions t
necessarily preempt a great deal of his time, and it might <)
therefore be helpful for him to have a special -assistant to .
spark and coordinate the various analytic training activities *
Jich we have suggested within the Office of Training and 3
within thc analytic directorates and the community. Such .
& 3

a special assistant to be most effective ought to be, high-

-

level officer with long experience in an analytic directorate, (3

familiar with a wide range of analytic activities, and respected

w}thin the analytic directorates. -

O

b. The Intelligence Community Staff should give

early consideration—to stydying the extent to which it is O
feasible and economical to increaselthe amount and range of 3
analytic-related training which O;?R will provide to the .
Community. Such a study and the guidclines which it would )
provide would assi} O/%R in planning the acquisition and use )
of staff and rcsources. 0

£)
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Headquarters Building (or other buildings if conducted

primarily for personnel in those buildings). While we recognize

that in some cases, especially full-time courses and seminars,
it is desirable to separate a participant completely from

his work and associations, we also believe that in some cases
participation in a course oOr seminar is inhibited by the

need to commit time and energy to travcl between buildings.
The physical separation.of the Office of Training from the
Headquarters is no doubt necessary because of the space
necded for classrooms and other facilitiés, but it also
‘creates a psychological isolation harmful to collaboration.
We suggest that this psychological scparation can be reduced
ghrough more extensive usc of conference rooms in the
Headquarters or other buildings for courses and seminars

and more intensive use of the very limited space which O;}R

has in thc Headquarters Buidling.

d. We think that greater collaboration between the
6ffice of Training and the analytic directorates (and a
reduction of the psychological separation) would result from
increased rotation of personnel. As a general proposition
the Office of Training should have few staff personnél who
are carecr educators; most of the staff should be people
whose carecr is in other directorates and sgbuld remain sé.

A past tendency to use O/TR as a dumping ground for misfits

Auper B cla

scems to have ended, but this tendency has not been suspended
by an cffort to staff 0/TR with the best people available.
Apprgyed For Release12000/05408; - CIA-RDP78:06215A000200050003-9
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greater intercst 1in

more aggressive in secking high quality personncl on rotation.

g4. The observations and suggestions we have made throughout
this report are quite obviously a mixture of experiential judgments
and, wc hope, practical proposals. Others with different experience
may have different judgments and hence other proposals. Se€ Some
of the questions we have raised and some of ‘the suggestions
we have made alrecady have reéulted in some changes in the 0/TR
curriculum. We think that others can be implemented with little
shift in reséurces and direction. Some will require shifts in
thinking and resources. We believe that an approach characterized
by experimentation, flexibility, and alertness is more important

than the creation of elaborate programs and curricula.

85. We have emphasized many times throughout this report
that there is no magic formula for creating a‘good analyst or an
easy highway toward high quality intelligenée production. There
arc vgrious skills and mind-expanding experiences related to
the analytic function which can be opened up or developed through
formal cducational efforts in the central training facility and

the production offices o directorates. Those that scem

appropriate this year may not bc appropriate next year. Objeétives,%

programs, and courscs must be kept under revicw. The objective,

after all, is not to achieve tidiness or burcaucratic placidity,

but to raise standards of excellence.
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